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1.0 RED PROJECT ORIGINATION PROCEDURE (POP) ;
Two significant steps must be taken before an effecﬁive

~ management control system can be developed. The first step is
to define the distinct project development phases and their

milestones. The second step is to develop systematic procedures
for achieving these milestones. ‘

In this report we recommend a systematic procedure for enabling
a distinct project to formally come into being. This quite naturally
becomes the first milestone, and we call it project origination.
This milestone occurs at %he time of assigning a project!number
to a project as in the past. Later reports will recommend procedures
for accomplishing the remainipg project milestones whichéwill
eventually lead to a finished product conforming to desired objectives.

"l.1 Need For a POP

A procedure is needed that will enable original proﬂect
suggestions to be e%aluated by management and acted uponi by des-
ignated individuals, to determine whether the suggestions should
eventually become projects, and to specify the deveiopment procedure.
Information gathered during this phase would be very useful during
later project phases if a project should originate from an original
suggestion. | ‘ ‘

The procedures for project origination currently in use have
evolved under the pressure of rapid growth of the RED effort. -

. They are informal and difficult to control. Furthermore, the
.-informal procedures permit key decision points to shift within

the organization,-ihcreasipg the difficulty of control.

1.2 POP Decision Flow .
In Figure 1, is drawn a decision chart which points out the

individuals who are responsible for making décisions and the order

in which these decisions are_made. @ha_dapee%ten—ef-ftcw—rs—ff9m—
et se-wight. v 0 o\

: C R ' ';'bsfwff- i L baT we Fa
fnea/ fvS%y/7f

Approved For Release 2001/08/13 | CIA-RDP78B04747A001700060009-9 -
. . : 1 L T



b - y
o s m——— B

Approved For ReleWb001108113 CIA- RDP7SBO4747A‘10‘1=‘,0060009 9 ot L‘,‘__

An- original idea for a project can be generated from one of

four sources,. wh;ch_ma_Step_l_oﬁ—%he—ﬁec:siun—ehart These sources

are:
l. PEDS Personnel ?
2. Area—R Contractor C .
. s Belros i Y o

4. Operating Component

The orlglnator of an idea fills out a standard Project Suggestion
Form (PSF). fvi otanoe (i e personiTe *
%—»Lep—Q—of—the-Deom&won—G Pt. Tﬂe procedure/to be bllowé& in
£i ll‘g out the/stan@@rd form is: ‘ ' |
l;/ Any PEDS person can asgist a

othep PEDS persor.

. The project officer adé contractoy can j}éﬁst/ége area .
///proPect éntractorf// // ,/
/////; The PEB’ managemen staff/assisfant fllls gpt a st .

/ .

??dar
ted pﬁgposal

a

After the Project Suggestion Form (PSF) is completpd, the i%ﬁfﬁjy

R /
Administrative Assistant must make out a PSRSA(at this tlme he sheer
assigns a rogect suggestlon title).  The suggestion is Fhen sent

'"/#’Im'l AR T

o for ;nax&aéﬁéeréénégg—by an appeinted evaluation commlttee o
ehaixmram. The evaluation committee is a four man commlttee, whlch B
meets bi-weekly, consisting of the four PEDS branch Chl1fS

Zni~ I 16/ n@n
committee chairman is app01nted by the Kgﬁgéﬁzeé—@éégp /;kv#7ﬁm¢¢j/ 7\
el » J

or PSDS for conflrﬁ;?&on.
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t:/ﬁqf Pséi/shall cause”a memo_recording the IR
10Nns Eg/be writ;eﬂ/;nd i;pégggq/;z’€g§ oject
7 / g S

I

oject/sugg étionzfurthe;/(Proceed) itis the ’
Valuapfon Cgmmittee for prelimipary egaluatigﬂ{ ////

4 of Pigure ;/'EEfzﬁg_Z;;iittee recommends Stop

then the rejected suggestion is brought to the attention of the

Assistant for P&DS for confirmation where, as-deseribed—in—the-
previous—paragraph, he can concur with the Stop decision, ask the

¢

Adminstrative Assistant to file the forms and notify the originator
‘of the suggestion about the Stop decision, or he can reverse the
committee decision and put the suggestion back into the system

for further investigation (Step ¥). The committee decisions are
based on a majority vote, ties being resolved by the Assistant forf
PEDS. Jﬁga%n; memos, are caused to be written recdfding reasons for
actidggﬁg%ﬁhé%tached to Project Suggestion Form.

If either the Evaluation Committee at the end of Step/&, or
the Assistant for P&DS, upon reversing a Stop decision that ocours
at Step A_or——Step—ir, %?ciﬂfs that the project suggestion is worth
pursuing further, a 3@#%%%'of PEDS is delegated to carry out an
initial investigation, which is Step 3 in the Decision Chart. The
purpose of this investigation is to gather additional information -
that will be needed eventually to decide whether a project should
originate from the project suggestion. In addition to a written

“pecord of the information obtained, theVinvestigator'giveslto the
investigation committee his recommended action of Proceed or Stop,
which would be the end of Step B. The investigation will include

“the'gathering of any experimental work’ or data bearing on

1. The desirability of the improvement, i.e., whether the

improvement will enable the Center more effectively to
meet its mission. o o
2. The feasibility of the proposed method of achieving the
improvement, i.e., the chances of,successlby'the proposed
iR method. | S
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The investigation will be limited télgathefing'of existin% data i
~and experts' opinions and will not'include'anf%gﬁperiment;l 2%5;.1
At Step A, The Evaluation Committee, fortified~with“ﬁnformation
. gathered by the investigator (including his recommended abtion),
arrives at a Proceed or Stop recommendation by a majority;vote,

ties being resolved by the Ghiefi—of-=PEDS. If a Proceed recommendation-

‘ . : )]
]A/Sf 1s made the committee also decides what should be done‘andfgggﬁ.bfoha4
Lroje - and disseating o pinloas

o He Should do it. The findings and actions of the evaluationjalre

hmyz\ﬁq/bjpresented to the Assistant for PE&DS for his decision. If a Stop

?F~ﬂde , decision is made, the forms are filed and the originator of the

?Sgyli.‘_project suggestion is notified by the Administrative Assistant
‘ for PEDS by making out a PSRM. If a Proceed decision is made,

: L8 : = REBS—detide s-which=branch—witl—momritor= %%re- :
Penvisioned_contract;and—he—ehoeees—&—p@e&aet_titLqr,ﬁﬁhe‘Administrative o

Assistant then assigns a project number and the project shggestion

- formally becomes a Rpoject. The originator of the projeﬁt sgggesfibn

. would then be notifed by the Administrative Assistant by means of
. The ) ' ¢ 0 5/ Ghed F1% 5 feasF oF - |
a PSRM. 74 Prov)ccf JC//(: TAen j g5 /av Ofljlvw\' }"0/704 W/_/"T‘ C:’/’/ Q/ .PSF/l'; hishre
It is very important to note that the committee method of X

making decisions at Steps 4 and 6 allows for formal dissent without

intervention of the P&DS Chief. Also, terminal decisions of either
Stop or Project Origination are reported to the original suggestor,
80 that he can be kept current with the status of thexsuggestion.
All time charged by all personnel during any of the Steps

1l - 9 of Figure 1 are treated as indirect. For bookkeeping purposes
_this charge would be described as time required to develop information

for a Proceed or Stop project origination decision. After a R

suggestion becomes a project, charges can be handled on a direct ‘_f

basis. One number such as 997001 would serve for all Project

.Suggestion Time.

1.3 Timing and Control of The POP ‘
o o e e T
I ordér to Assure that all Projéct Suggestions will/reéﬁlv C

/ pe Wil )
Brom aty¥entiorf, it ig nece éary 0 supply each Adecisjron mgKexy
Wity the/relevAnt infbrmatidn he feeds to makesa decision And/the

7

deadlimes foy making thege decysions. (It is very Important/that-
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n vdvaéye of these deddlines s?/%hat timz/as not was%ed gatherlng
that su gestlo%f belng/

?@rele nt inpformati

encounter AAnnecessa delays, Only exgéptlonal

éﬁi to the/attention/of the Assist é; ,
ision Step/8 /

ither Step 3 ¢r Step 4
. Y . ' /‘?ua//"'l}
We recommend the anTaf%&%Lan of a Project Suggestion Feddew
Sheet (PS£S) to keep track of deadlines for taking action on each

n. To f%y%her assfy

processed vy

ot o

project suggestion. When a standard Project Suggestion Form (PSF)

is filled out it is given to the P&DS Administrative Assistant to
start the PS?S (at which time the title is given to the progect
suggestion) before the form is given to the Ghaﬁﬁmanmaﬂe;he Evaluation
Committee ﬁ@@—pre&iminapy—screeniﬁg— The PSES serves as{a routing
sheet and is updated from time to time as the progect suggestlon

moves through the system In Figure 2 we lllustrate theltlmlng

and decision control chart, which is described more fulLy in the

. v
BRI

next paragraph. )
Each person or committee, receiving the progect ouvgestlon
material must review it, respond and ‘send it on4w1th1n two weexsf“‘4wwﬂf*
A copy of the PSKS is always sent to the Administrative A351stant
- for PEDS for purposes of keeping the Project Suggestion materlal

oving Whenever a two week deadline is not met by a respondant OF’QJ’A?’

] SLﬁIWﬁﬂ'( 0 F2

a remlnder is sent by the Administrative Assistant for PEDS. An
" additional two week delay by the same respondant is bfought to the
attention of his superior for action. In this fashion, the PSZS
serves as a tickler to prevent unnecessary delays. The Administrative
' Assistant for P&DS, by keeping the tickler file continuogsly updated,
“always has a record of the current status of a project Sﬁggestion.
Figure 3 and 4 illustrate the recommended PSF and PSKS forms.

The PSF form, it should be noted, is very easy to fill out and requires
only a minimum of information. The P&@S form has -a built in self-
routing feature. Whenever a respondant answers an appropriate

question, an arrow points out the next number to circle to determine
]

the next routing. ‘ LT ' i
|
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CLASSIFICATION:
1. Project Suggestion Form (PSF): Date of Suggestion: / /

. @. Upon completion of this form, route to Administrative Assistant

for PEDS.
b. Use time charge #997001 when working on any project suggestion.

2, Name of Suggestor Location
3. Brief Description of Suggestion (Use Reverse .Side if Necessary) :
4. Brief Explanation of Need For.Thié Improvement:'

Suggestor (Signature)

DO _NOT WRITE IN THIS SPACE

i
it
|

' Selected Project Suggestion Title: 4 ‘5 —

CLASSTFICATION: ' i
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CLASSIFICATION:

Project Suggestion Routing Sheet (PSRS): !

a.,. Find last circled number. Check approprlate square and/or fill in the
appropriate blanks. . : )

b. Follow the appropriate arrow to determine next routing, land circle number

¢. Send a copy of this completed sheet to Administrative Ass't. for PEDS.

d. Use charge'#997001 when working on any project suggestion.

1. PSRS star?ed by Admlnlstratlve Ass't., for PEDS Date Started / /-
it 'ed

e e LY TS, -
Lo To Evaluatlo Committee Chairman for'f actloﬁ“‘\\

- Date of mﬁ@ymyuuxy e /

1Progéed .~ I o - o pr' v
. S ;’. T e TR ﬁ'cuv_-",—m.g-vca.:‘-u-.:*r ;;;0‘3{‘ .--:.-v---»..- - .‘:".;:‘;w-.;-_-.__-,-m,-_-v:-;.-u:gus,
! y{f. ]KSDP A Www// T v T P ﬁ\
85 t'Jfor P&DS’for aeixon DatefActlon Taken =/ / !

To
‘ﬂi———ﬂ/ﬂ P»POOeGd pjjo roe - %{gcg/ .r"' ,,-;f"- st ’ e :
- o i "
| 1830p /77,@% - Spp o ,/’7:” | _/ ,
41 Tq/Admlnlstratlve Ass t. for “PEDS to” notlfy suggestor. ‘ {wa
\‘._&“_ Date NO'tl’fled / / o eSS A I AT A AT T ey 4,_-4"""
o ot BT ~Procaid 7S

-——ﬁ»S; To Lvaluat&on Commlttee "for action.

Date of Reeeﬁ%e dation / /

-

" JProceed
L ]Stop T
6. To Ass't. for P&DS for .actien., Date Action Taken / /
oo ]Proceed P/Jé;vﬂ? - }chea,/ : :
——[ Istep— Agriec - %07 /ﬁ . ,
7. To Administrative Ass't. for PaDS to notlfy suggestor. -j
Date Notified / / o

L— 8. To Evaluation Committee to-assign' branch.
[; Date Branch Assigned / /
9.

Branch Assigned: (Specify) _ -

To branch to assign monitor. Date Monitor -Assigned / /
[; Monitor Assigned: (Specify) _
10. To Evaluation Committee for recommended actlon. '

Date of Recommendation / /
[ JProceed :
[ JStop or Undecided

%11, To Ass't. for PEDS for final action. Date of Final Actdion / !
. ] DO P Suggestlon
r—————[ JOriginate Project. Progect Title : s _

Chief of P&DS (Sigrature)

12. To Administrative Ass't. for PSDS to a581gn project number and
notify suggestor. :
Project Number
Date Assigned / / ,

L———}lB. To Administrative Ass't for PEDS to notify suggestor.
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